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Task 1: Overview of Case-study  
 
Basil’s Bakery is a small independent bakery in Coventry that sells artisan bread, cakes, and pastries made from high-quality organic ingredients. The business grew successfully after opening in 2015, but its performance declined after the COVID-19 pandemic. Although sales improved after restrictions were lifted, they remained around 25% below 2019 levels. 
The main problem is the bakery’s declining business performance. This problem is caused by lower customer footfall, rising costs of organic ingredients, limited marketing, and the lack of online ordering or delivery services. These internal and external factors reduce sales, weaken Basil’s Bakery’s competitive position and threaten its long-term sustainability.  
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Task 2: Two Proposed Solutions
(Solution A) Online Ordering and Delivery Services

Basil’s Bakery should introduce an online ordering and local delivery service. Customers could order bread, cakes, and pastries through a website or social media platforms. This solution would improve convenience for customers, particularly those who work from home or have limited time to visit the bakery. It would enable Basil’s Bakery to reach customers beyond the retail park, reducing its dependence on footfall. As a result, sales could increase even if customer footfall remains low. This solution supports business growth, improves customer satisfaction, and helps Basil’s Bakery compete with larger bakeries that already provide online ordering and delivery services (Chaffey, Hemphill and Edmundson-Bird,2024).



(Solution B) Digital Marketing and Customer Loyalty Program 

Basil’s Bakery should improve its digital marketing and introduce a customer loyalty program. The bakery could use social media to promote new products, seasonal offers, and special events. A loyalty card or mobile rewards program would encourage customers to return more often. This solution is cost-effective and helps build stronger relationships with customers. Better marketing would increase brand awareness, while the loyalty program would improve customer retention and repeat purchases. Together, these actions could increase sales, improve customer retention and strengthen Basil’s Bakery’s competitive position (Armstrong, Kotler and Opresnik,  2020).



Task 3b) Evaluation Results and Justifications

Based on the PMI evaluation in Appendix 1, Solution A was selected because it achieved the highest overall score. This option focuses on introducing an online ordering system and local delivery service to make it easier for customers to order from Basil’s Bakery. These actions directly address the bakery’s limited online access and dependence on customer footfall.
The PMI evaluation considered the positive, negative and interesting aspects of each solution. Solution A received four positive points, three negative points and two interesting points, giving an overall PMI score of +3. Solution B received five positive points, four negative points and one interesting point, giving an overall PMI score of +2. Although Solution B has several advantages, Solution A was selected because its overall PMI result was higher and it directly addresses the bakery’s limited online access and dependence on customer footfall.
Overall, Solution A provides the best balance between affordability, practical implementation, and sustainable business growth, making it the most appropriate choice for Basil’s Bakery.










Task 4b) Justifications for the Implementation Plan

The implementation plan follows a logical order to ensure that each stage supports the next one (Kerzner, 2022). First, Basil should create an online ordering system because customers need a simple way to place orders before the delivery service can begin. This stage takes one week because it is a simple first step in the implementation process.
The second stage is organising a local delivery service. This requires more time because Basil needs to choose a suitable delivery method or arrange deliveries with existing staff. Therefore, two weeks is appropriate.
Promotion starts after the online ordering and delivery services are ready. Advertising a service before it is available could disappoint customers. A one-week promotional campaign through social media, local leaflets and in-store posters can help to raise awareness.
Finally, customer feedback and weekly sales data should be monitored for four weeks. This allows Basil to evaluate the effectiveness of the solution, identify any problems and make improvements if necessary. Basil is responsible for all stages of implementation.








Task 5b) Justifications for the KPI and SMART Objectives

The proposed KPI is to achieve 20 online orders per week within three months of launching the online ordering service. This KPI is appropriate because Basil’s Bakery has experienced lower sales since the pandemic. Achieving regular online orders will help the business reach more customers and improve overall revenue. The number of online orders can be measured using the online ordering system.
The first SMART objective is to achieve 20 online orders per week. This objective follows the SMART approach (Chartered Management Institute, 2020) and directly supports the KPI by providing a clear target for business growth.
The second objective is to collect feedback from 30 customers using a five-question survey during the first month. Customer feedback will help Basil understand customer needs, identify problems, and improve products and services.
The third objective is to reach 500 website visits per month through social media and local advertising. More website visitors can increase brand awareness and create more opportunities for online sales.
The final objective is to ensure that 90% of orders are delivered on time within three months. Reliable delivery improves customer satisfaction and encourages repeat purchases.
Together, these SMART objectives support the KPI by increasing online sales, improving customer experience, attracting new customers, and building customer loyalty. They provide a practical plan for helping Basil’s Bakery improve its business performance.





Task 6) Key Findings

The main problem facing Basil’s Bakery is declining sales caused by reduced footfall and limited online services.
Two solutions were evaluated using the PMI method.
Online ordering and local delivery were selected as the preferred solution because they achieved the highest PMI score and offered the greatest long-term benefits.
A structured implementation plan provides clear responsibilities, timescales and monitoring activities.
The KPI and SMART objectives will help Basil measure progress, improve customer satisfaction and increase online sales.
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Appendix 1 – Task 3a
                              PMI Evaluation Table
	Online Ordering and Local Delivery Service (Solution A)

	Plus
	Minus
	Interesting

	Increases customer
awareness
	Requires initial investment
	Can attract younger customer

	Improves online visibility

	Staff need training
	Builds a stronger brand image 

	Makes ordering easier for customers

	Results may take time
	

	Can increase sales and revenue

	
	

	

	
	
TOTAL: +3


[bookmark: _Hlk210816971]

	Digital Marketing and Customer Loyalty Program (Solution B)

	Plus
	Minus
	Interesting

	Increases brand awareness
	Results may take time
	Provides valuable customer data for future marketing

	Encourages repeat purchases 

	Requires continuous content creation
	Seasonal campaigns may attract new customers

	Improves customer relationships

	Customer loyalty takes time to develop
	

	Cost-effective marketing

	Does not solve limited online access
	

	

	

	
TOTAL: +2





Appendix 2 – Task 4a
Implementation Plan

Name the problem you are solving: DECREASE IN SALES
Name the solution you are implementing: Online Ordering and Local Delivery Service (Solution A)  
	
	WHAT
	HOW
	WHEN
	WHO

	1
	Create an online ordering system


	Develop a simple website, add an online ordering form, and test the system before launch.
	
           1 week

	
            Basil


	2
	Organise a local delivery service

	Choose a local courier or assign bakery staff, plan delivery routes, and set delivery schedules.
	

         2 weeks
	

            Basil

	3
	Promote the new service 

	Create social media posts, distribute local leaflets, display in-store posters, and announce the new service online.
	

           1 week
	

            Basil

	4
	Monitor customer feedback and sales

	Collect customer feedback, review weekly sales reports, and implement improvements based on the results. 
	

          4 weeks
	

             Basil





Appendix 3 – Task 5a

The Key Performance Indicator is: Achieve 20 online orders per week within three months of launching the online ordering service.

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	
Online orders



Customer feedback





Website traffic



Delivery performance
	
20 orders per week



Collect feedback from 30 customers using a five-question survey

Reach 500 website visits per month

90% of orders are delivered on time
	
Through an online ordering system and local delivery

Staff ask customers after purchase




Social media and local advertising


Partner with a local courier
	
Increase sales 



Improve service quality




Attract new customers 


Improve customer satisfaction
	
Within 3 months



During the first month




Within 3 months



Within 3 months
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